Chapter 2: Knowing How to Lead

LESSON 2: STYLES OF
LEADERSHIP

@ directing
: delegating
'E participating

leadership style

PURPOSE

In order to command respect
and obedience as a leader, you must be
prepared to lead. Since your actions
and dtitudes set the example for others
to follow, you must dso be ready for
ay type of gdtuation that may occur.
Therefore, how you leed — or your
dyle of leadership — can mean the
difference between success or failure
of a misson. In this lesson, we will
introduce you to three basic leadership
dyles directing, participating, and
delegating. You will have the oppor-
tunity to develop a style that works for
you as you progress in rank in Army
{ JROTC.

INTRODUCTION

Leadership syles are the pattern of
behaviors that one uses to influence others.
You can influence others in many different
ways. Those patterns will be perceived by
others as your leader ship style.

Earlier we discussed autocratic and democratic
syles of leadership and sources of leadership
behavior. Autocratic leaders used postiona
power and direct authority to influence others
and democratic leaders used personal power
and involved ther followers in the decison
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making and problem solving processes. These
two dyles were described usng a continuum
with autocratic on one end and democratic on
the other. This implied your style was ether
one or the other.

When we discussed the higoricd
perspective of leadership in  Leadership
Reshuffled, we learned that leadership styles
did not have to be an dther/or sat of behaviors.
In fact we learned that the Stuation the leader
was faced with affected higher choice of
behaviors.

Think of your cdassmates who ae
leaders. the student body president, the cadet
battalion commander, and group project
leeders.  Thee individuds have certan
reponsbilities in order to accomplish their
gods. The manner in which they cary out
those responghiliies and the way they
interact with others is their style of leadership.
The three basc leadership dyles ae
directing, participating, and delegating.

DIRECTING STYLE

Leaders use the directing leadership
dyle when they tdl thar team members what
they want done and how, when, and where
they want it done without getting others
advice or idess. Then, they supervise closdy
to ensure team membes follow ther
directions precisdly.

Thisstyleis clearly appropriate when:
Time to complete the misson is short and

only you know what needs to be done and
how to do it.

You must lead people who lack
experience a a certain task and you must
direct their behavior.
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Normdly, most people will not resent
this cdose supervison because you will be

Sometimes people think that leaders
ae udng the directing syle when they yell,
scream, threaten, or intimidate followers. This
is not a directing dyle — it is smply an
abusve, unprofessond way to treat people.
Do not confuse emation or anger with styles
of leadership.

PARTICIPATING STYLE

Leaders use the paticipating gyle
when they consult with, obtain advice from,
or ask the opinions of one or more followers
before making a decigon. Although leaders
may ask for such information or
recommendations, they are ill the ones who
maeke, and ae regponsble for, the find
decison.

This style is gppropriate for leadership
Studions when those whom you are leading
are farly competent and support your gods.
Allowing them to paticipage can be a
powerful  team-building process It will
increase confidence and support if everyone
has apart in deveoping the find plan.

Do not think that obtaning good
advice from a teammate or usng another
member's plan or idea is a Sgn of weskness
on your part. It is a 9gn of drength that your
followers will respect. However, you are
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reponsble for the quality of your plans and
decisons. If you bdieve that your follower's
idea is not a good one, you must reject it and
do wha you beieve is right, regardless of
pressure to do otherwise.

DELEGATING STYLE

The ddegaing dyle is the mog
efficent. It requires the least amount of your
time and energy to interact, direct, and
communicate with your team members
Leaders use the deegatiing syle when they
delegate  problemsolving and  decison
making authority to a teammate or to a group
of followers.

This style is gppropriate when:

Deding with maure followers who
support your goals and are competent and
motivated to perform the task delegated.

Cetan key members of your team are
able to andyze a problem or dtuation,
determine what needs to be done, and
doit.

Remember, you ae dill responsble
for the results of their actions and decisons.
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Kegp in mind that no one gyle is
superior to another one. What works in one
dtuation may not work in another. You must
deveop the flexibility to use dl three Syles
and the judgment to choose the style that best
meets the dgtuation and the needs of your
team. In fact, you may want to use al three
ylesor different syles:

With different followers or in different
gtuations.

When you receive a new project, you
receive new personnel, or your supervisor
changes

If the competence, mativation, or commit-
ment of your team changes.

You may recdl the following three
cae dudies from your LET 1 Leadership
indruction. In LET 1, we had you determine
which leadership traits Jon, Marla, and Brian
used effectivdly and which ones they gpplied
incorrectly. Now, reread each case study
caefully. ldentify what dyle or gdyles of
leadership Jon, Marla, and Brian have, which
principles of leadership they applied prop-
ely, and which princples they applied
ingppropriately.
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Casel

Jon is normdly an average sudent;
however, when he takes charge of a group to
complete a project, his work and the finished
effort of the group are dways outstanding.

When asked about his group’s results,
his teammates proudly answer, “Jon makes it
easy for us to complete our tasks. He helps us
and makes suggestions when we need hep,
but he lets us do the work. If we have a
problem, he adways ligens to our ideas on
how to fix it.

“Because he is aways excited about
what he is doing, we get excited, too. He
seems to know al he can about a task before
we get sarted on it. While we are doing the
task, he respects our views about how to
complete it, he effectively uses the tdents of
everyone on the team, and he makes smart
decisons. He is dways there for us if we need
him and, somehow, he 4ill finds the time to
do his shae of the project. Because of his
effective work habits, he indills good work
habitsin us aso.

“He accepts responghility for the
outcome of our tasks, whether good or bad.
None of us want a project to be done poorly,
but he does not blame others for any mistakes
tha he or the team may have made. After
finishing one tak, we ae dways glad to
begin the next project under his direction.”

Case?

Marla knows exactly what her postion is dl
about. She gets excited whenever an ingructor
assigns her a project because she knows that
she can get it done. Sometimes, she even
suggests projects to her ingtructor. Based on
her idess the indructor usudly assgns them
to her and her team.

Mala is highly motivated and has
very sructured work habits. She likes to map
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out a project in which everything is her
decison. She then tdls her team members
how to do each step of their tasks according to
her direction. She watches everything that her
team members do, and if they appear to be
doing a task differently from her plan, she
criticizes them.

Marla got upsst once when a
teammate was caught Seding. At fird, she
was dafraid to tak to that person about the
incident, and she did not know what to say to
her peers who had dso heard about it. Findly,
after asking hersdf how she would like to be
treeted if she were the one involved, she
called ateam mesting.

At the medting, Marla informed every-
one that dl team members make mistakes, not
only as a team but adso as individuds. She
hoped that if they ever had any problems, they
would turn to her and/or to ancother team
member for help. They agreed.

Case 3

Brian is an easy-going person. He
wants to complete projects with plenty of time
left so that he and his friends on the team can
relax. After he assgns tasks to each of his
teeam members he lets them figure out the
best way to complete the tasks — without
gving them any hedp, direction, or supervison.
Plus, herardy makes any decisons.

Then, when the time comes to complete
the project, he ill turns it in even though
pats of it ae not finished When the find
grade comes back, his group makes the lowest
mark in the cdass, prompting an indructor to
ask, “Why wasn't your project done?’

Brian passes the blame on to his team
members by saying, “They didn't complete
their parts as they should have. | don't believe
that | should have to be responsible for or
receive a bad grade because of their doppy
efforts”
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When the other team members find
out their grades, they agpproach Brian, “Why
didn't you tel us everything that we were
supposed to do? We could have worked harder
and done it better if we had just known.”

Do not fal into the trap of beieving
that there are some leadership techniques that
must aways work. You must evauae every
gtuation caefully when choosng the right
dyle. Keep in mind that the best drategy in
one Stuation may be ingppropriate in another.

SITUATIONAL LEADERSHIP
MODEL

Ken Blanchard and his colleagues
built upon exiding research and continued
discussons with successful leaders on  how
the follower affected leadership behaviors.
They developed the Situationd Leadership
Model from their research. This modd identi-
fies four leadership dyles (sets of behaviors)
and four developmenta levels of the followers
and the relationship between the two.

The leadership styles in this modd are
based on the leader providing ether directive
or supportive behaviors.

Directive behavior is defined as how
much dructure, control and supervison the
leader provides to the follower.

Supportive behavior is defined as how
much prase, ligening and fadlitating the
leader provides the follower.

These gyles dso vay in three ways
1) the amount of direction given; 2) the amount
of encouragement and support provided, and;
3) the amount of involvement the follower has
in decison-meking.
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The four styles are known as:
Sylel Directing
Style 2 Coaching
Syle 3 Supporting

Syle4d Ddegaing

They ae very dmilar to the three
styles discussed eaxrlier.

The behaviors that are present when
usng Syle 1 will be more directive and less
supportive. The follower will be told what,
how, when, and where to do the task. There is
litte to no involvement from the follower in
decision-making. Communication is one-way.

The behaviors present when using
Syle 2 will be providing equa amounts of
directive and supportive behaviors. Here the
leader will provide lots of direction, but will
ask the follower for ideas and suggestions. A
more two-way communication dyle exigs.
However, the leader is dill in control of the
decisons.

Style 3 behaviors are high supportive
and low directive. While usng this syle the
leader dlows the follower to take control of
the day to day decisions. The leader’s job is to
ligen and facilitate the problem-solving
process. The decison-making process begins
to shift from the leader to the follower.

Style 4 requires low supportive and
directive behaviors. Here the leader behaviors
change to dlowing the follower to make the
decisons on how to solve an agreed upon
Stuation or task.

Earlier we discussed there is no ONE
best way to lead. The most effective leader
matches hisher behaviors to the gtuaion and
the follower. The amount of decison making
and involvement the leader dlows the
follower depends on the stuation or the task
(have they ever been in this Stuation before
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or done this task before) and the leve of
confidence and competence (how sure of and
how <killed in peforming the task) the
follower possesses.

Now that we know the four leadership
dyles and the pattern of behaviors in each,
let's turn to the four developmental leves of
the followers. These levels are based on the
competence (the level of knowledge to do the
tak) and commitment (a combination of
confidence and moativation).

The deveopment levd of the follower
is based on hisher levd of competence and
confidence. There ae four developmenta
levels

1) low
2) low to moderate
3) moderateto high
4) high

Levd one exigs when the follower
has a high levd of commitment (very
motivated and confident) with a low levd of
competence (knowledge of how the task is to
be done). An example of this stuation can be
your firsg day of drill in the leadership lab.
You were probably most excited and
motivated to perform as a platoon leader or
sergeant. You did not know how to perform
this task, but you were committed to making
it happen. It required your leader to give you
exact directions on how to do the task. You
listened and did what you were told so you
could learn the routines. The leader maiched
his syle of leadership to your development
leve.

The second devdopmenta leved
happens after you have been given direction
and you have practiced enough to fed
competent to perform the task. Your levd of
commitment to practice begins to drop. You
are getting somewhat bored with the repetition
of drill. This levd is described with having
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low commitment and some competence. The
leadership style now needs to change from
directing to coaching. Letting you get involved
in the process and asking for ideas, suggestions
or shared leadership will be more effective at
this time. The focus here is to keep your
confidence on the rise while recharging your
commitment. You ae not ready to take
charge yet and the leader recognizes you 4ill
need direction and practice to be able to
perform outstandingly.

The third developmentd leve is when
you have high competence (the ability to
peform wdl) but your commitment levd is
not condgent. The supporting leadership
dyle is more gppropriate now. It is time to get
you involved in making the task happen and
shifting the respongbility from the leader to
the follower. Agan, the follower can perform
the task, but for some reason is not highly
committed to making it happen. The focus is
to keep the performance high AND consistent.

The fourth developmenta level is when
the follower is highly committed and highly
competent in performing the task. The follower
not only knows how to perform the task well,
but WANTS to peform the task wdl. The
leader will focus on recognizing the perfor-
mance.

As you progress through the JROTC
program, you will be asked to take a
leadership role in the leadership lab where
you can practice the directing, coaching,
supporting and deegating role with new
cadets You will dso be involved in service
community projects that will adlow you to
practice the leadership dyless These
assignments will be made based on your
peformance and deveopmentd levd. You
will be vey competent a drilling tasks,
however, this may be the firg time you will
experience a leadership role. You will be
energetic and motivated because you know
how to drill. However, the task of leading
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others in drill is new to you and you will need
direction from your indructor SO you can
build your competence and commitment
through the process. As you become better
skilled in maching leadership style to deve-
opmental level, your indructor will begin to
coach, support and finaly, delegate the role of
leadership to you.

When in a leadership postion, you
must asess your team’'s cgpability to perform
its misson, and then devdop a plan that
accomplishes it. You should use the style that
your experience tells you is most appropriate
after you have assessed the team's levd of
competence, moetivation, and commitment to
accomplish itsmisson.

A good rule of thumb to fallow is to
be flexible in your thinking. Approach esch
leadership dtudtion as an  opportunity to
improve your leadership potentid, ability, and
syle.

CONCLUSION

As you have learned, leadership dyles are the
pattern of behaviors that one uses to influence
others. You now know that you can influence
others in many different ways. Those patterns
are perceived by others as your leadership

dyle.
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